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INTRODUCTION
The ultimate aim of this thinking dimension is to help a person arrive at the best total solution for a given situation.

The process has been designed in such a way that it will help solution analyzers to be objective and creative by including requirements of all stakeholders who may be affected by the outcome of the decision.

OBJECTIVES
1.	Learn a highly flexible and practical solution finding approach that will enable you to find
quick and practical solutions for a problem situation.
2. Learn a systematic and integrative application of rational, intuitive and creative solution
finding strategies.
3. Learn how to use the ‘Max4’ solution finding approach.
4. Learn questioning techniques that are required to apply the solution finding dimensions in
quick, short cut approaches
5. Apply the solution finding thinking dimension and approach to own job situations.
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REQUIREMENTS
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CREATE
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 SOLUTION
)Check purpose of decision; Making a Choice, Creating a Solution, Develop a new Solution or Finding a way to …?
· Check correct level – “Why are you making this decision?”

Solution Requirements
· Consider and List Stakeholders
· Brainstorm requirements without any judgment
· Consolidate and crystallize important requirements
· Get buy-in to all finalized requirements
· Adjourn meeting to “think” and do “homework”

Evaluate Actions/Alternatives
· Generate actions/alternatives & allow for creativity
· Involve appropriate stakeholders
· Seek agreement on evaluation even if it means having to compromise in some areas

Solution
· Identify weak areas and ways to address it
· Weigh benefits against risks
· Find the solution which will get maxi mum commitment and buy-in from all stakeholder
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TYPES OF ACTION REPAIRING
· Reinstating something to its previous level of usefulness.

IMPROVING
· Looking beyond the immediate fix to make fixes less frequent by making things better.

INNOVATING
· Thinking creatively about cause and effect (the old way is not good enough).

AVOIDING
· Finding a way around the situation to remove or neutralize the cause.


STEP 1: STATE THE PURPOSE WHY
· To clarify the purpose of the decision..

HOW
1. Ask:
· What is the ultimate purpose of this decision? or
· Why do you want to make this decision? or
· What outcome do you want to achieve?

RULES
· Be as specific and concise as possible.
· Look at the key concepts of:
· Select
· Create
· Develop
· Find a way to…
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STEP 2: CLARIFY SOLUTION REQUIREMENTS WHY
· To create a sound evaluation basis to find the best solution.

HOW
1. List stakeholders and use any divergent thinking skill to list all the solution requirements as given by them (“wish list”).
2. Crystallize and/or consolidate the important requirements.
Ask:
· What are the key requirements for this solution?
3. Write each solution requirement as an objective to be achieved.
4. Consider the following possibilities:
· Repairing the problem
· Improving the situation
· Innovating the situation
· Avoiding the problem permanently
· Short/long term solutions

RULES
· Quantify requirements as far as possible.
· Ensure that the ultimate purpose of the decision is reflected in the requirements.

LISTING SOLUTION REQUIREMENTS (“WISH LIST”)

	REQUIREMENTS TO FULFILL
	PROBLEMS/SYMTOMS TO REMOVE

	
What main and secondary results do you want to achieve with this solution?
	
What existing problems or symptoms do you want to remove?

	RISKS TO AVOID
	RESOURCES AND RESTRICTIONS

	
In reaching your solution, what risks do you want to avoid?
	What money, time and other resources are you permitted to spend, preserve and/or minimize?
Any requirements out of your control? (E.g. time, money, legal, political)



Intuitive Approach: List stakeholders, brainstorm requirements in general and then check whether all stakeholders were considered.


Analytical Approach: List stakeholders; brainstorm all requirements for each individual stakeholder.


STEP 3: EVALUATE ALTERNATIVES MAX4TM  METHOD OF FINDING SOLUTIONS
3.1 GENERATE SOLUTION ACTIONS
WHY
· To generate practical, yet innovative actions on how to achieve each stated requirement.

HOW
1. For each requirement individually starting with the first one
Ask:
· What repairing, improving, avoiding and/or innovative action could you suggest to achieve this requirement?
Anything else?

RULES
· Try to generate as many as possible feasible actions for each and every requirement.
· Allocate actions to numbered columns

3.2 EVALUATE SOLUTION ACTIONS
WHY
· To determine which actions satisfy what requirements the best.

HOW
1. For each requirement individually starting with the first one
Ask:
· Which action(s) has the best chance to meet the stated requirement? Award best score eg. 3 or H or appropriate score out of 10.
· How do the remaining actions satisfy the stated requirement? Give appropriate scores.
· Zero score means the action is not applicable. Circle best performing areas for each action.

3.3 COMBINE MOST SUITABLE ACTIONS
WHY
· To generate a combination of actions, when combined will give you a solution, which would be new and innovative.


HOW
1. Combine actions to achieve the highest level of achievement for each requirement.
2. Develop an action plan that would implement all the actions over a period of time.

RULES
· It must be possible to combine the actions chosen.

STEP 4: SELLING THE SOLUTION WHY
· To ensure that management has the best possible information available to evaluate and authorize acceptance of the suggested solution.

HOW
1. Select the most critical information that management will need to evaluate the solution.
2. Prepare the presentation in writing.
3. Prepare a storyboard for presentation purposes.

BUILDING A PRESENTATION: CHECKLIST
1.	Background
2.	Verified cause(s)
3. Purpose of solution
4. Solution requirements
5. Minimum requirements
6. Alternatives evaluated
7. Recommendation
8. Suggested implementation strategy
9. Potential risks/opportunities
10. Commitment from stakeholders

BUILDING A PRESENTATION: CHECKLIST
1. Set the task.
2. Complete the report.
3. Identify key people.


4. Identify the interests and potential problems of the key people.
Impact scenarios on company:
· Bottom line
· Employees
· Policies, procedures and processes
· Health and safety
· Quality
· Costs and benefits
5. Compose a cover memo to uniquely target each stakeholder.
6. Distribute the report to all who should know.
7. Reward involvement.
8. Enter the complete report in the company’s database.


Notes:
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 (
1
)PURPOSE
 (
S
TEP
)DECIDE WHAT TO DECIDE
-Select appropriate action word.
-Select appropriate object.
ASK: Why do you want to


 (
2
)LIST STAKEHOLDERS
 (
S
TEP
)Stakeholders are anyone involved in or affected by the situation and its  outcome.

SOLUTION


decide that? [or]
ASK: What is the ultimate purpose

CLARIFY SOLUTION REQUIREMENTS
 (
3
) (
S
TEP
)For each stakeholder ask
REQUIREMENTS TO FULFILL
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of your solution?
DECIDE THE FORMAT TO USE
-Decide the level of detail needed.
-Do you have to select something? [or]
 (
PURPOSE-
 
To
 
fin
d
 
the 
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fo
r
 
an
incident/problem
 
situation.
)-Do you have to find a solution?

-What main and secondary results do
you want to achieve with this  solution?
PROBLEMS/SYMPTOMS TO REMOVE
-What existing problems and symptoms do you want to remove with this solution?
RISKS TO AVOID
-In reaching your solution, what
risks or future problems do you want to avoid?
RESOURCES AND RESTRICTIONS
-What money and time are you permitted to spend, preserve and/or minimize?
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)KEY REQUIREMENTS
CRYSTALLIZE AND CONSOLIDATE THE IMPORTANT REQUIREMENTS AND ASK:
-What are the key requirements for this solution?
-Write each solution requirement as an objective to be achieved.
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)Generate ‘repair’, ‘improving’, ‘avoiding’, and ‘innovating’ actions for each listed key requirement.
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)Identify the best actions for each requirement first and then allocate scores for rest of the actions.
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ASK: “What action can you think of that would repair, improve, innovate the stated requirement?”
[or]
ASK: “What cost effective action can you take today or in the near future to meet this requirement?”
Repeat this for each requirement
-List as many feasible actions as possible, only adding new actions not already listed.
-Assign a number to each action, and then allocate each action to its own evaluation column.

ASK: Which action(s) has the best chance to meet the requirement? Score [3]
ASK: Which action(s) has nothing to do with this requirement? Score [0]
ASK: How well will the others do compared to your best performing action? Award appropriate score.
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7
)DEVELOP A SOLUTION
ACTION PLAN
-Consider the best performing actions and combine up to four/five different actions that would give you the best holistic solution. Also consider actions that would provide the ‘glue’ in this problem situation.
-Create an action plan for implementing actions over a period of  time.
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Notes:


COVERCARE REDUCING COSTS
BACKGROUND INFORMATION
CoverCare is a large government agency specializing in providing medical care to the aged and providing competitive medical benefits to Federal Government employees. Jim Pollan is the Director of New Business and specializes in the promotion and procurement of new applicants  to the scheme. The rate of new members is very good and the scheme is growing by at least  5% per year. This year Jim’s boss called him into his office and informed him that the scheme needed to improve their margins even further. He therefore, has the choice of either reducing his staff of 20 by two heads or finding a way of reducing operational costs by at least 15%. Jim is very worried about this, because all his staff have just completed a training course that cost him
$50,000 and he believes that he now has the right mix of people and skills in his department. A staff reduction at this point would be devastating to the smooth operation of his division, and he would therefore rather opt for the reduction in costs.

MORE BACKGROUND INFORMATION
The scheme application and authorization process is as follows:
1. Customer phones in to request an application form.
2. Clerk verifies address and details with Social Security Office. If a problem, the clerk re- verifies all the details with the applicant.
3. The clerk sends application form with instructions for completion to the applicant.
4.	Applicant completes the form and mails it back to the appropriate office.
5. Senior clerk checks the information and obtains a credit rating (5a).
6. Manager reviews the application and authorizes/rejects it.
7. Application processed by IT to be loaded on the computer system.
8. Application goes back to the manager and the clerk sends it to the applicant with a covering letter of acceptance/rejection.
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Jim decided to get some of his staff members together to discuss the challenge that they were facing. The following is a summary of the discussion: The big thing is to reduce our costs by at least 22c per transaction. We do not want to suffer any quality in the processing of applications and we therefore need to find a way to maintain or ideally improve our processing efficiencies. Operations need to be streamlined in such a way that the customer will not feel the effects of any performance obstacle and must get the feeling that things have improved around here.

Staff also mentioned that whatever was decided needed to have the support of all the employees in the office. They would like to work with the clients directly. Employees mentioned that they did not want to be kept hanging in the air and the implementation of the final solution must therefore be smooth and as fast as possible. Implementation should take place within six months.

Management is obviously concerned about cost and not more than $150,000 should be spent on implementation. They would also like to see the on-going cost kept to a minimum but this would also depend on how much could be amortized against improved throughput and profits.

TRAINING OF STAFF
Seeing that we have already spent so much on training staff to a certain standard and the fact that we want to retain trained staff, one of the options would be to train the staff to be more efficient in their jobs as well. This would involve on-the-job training and specialized training at an Industry School.

This option would reduce costs by 24c per transaction and only require us to have an upfront cost of about $120,000 for all the training necessary. The process would remain the same and only the individual jobs within the process would be affected. The initial training would definitely be completed within six months, but there would still be some on-the-job training thereafter for at least another year.

Specific areas of improved impact would be the following: Improved interaction with the applicant and the collection of initial information, less rejection of applications because of incorrect or incomplete information, and quicker credit rating. There would be some impact on the speed of the process, but it would not be significant. After the initial training costs, there would be no other costs to talk of and the on-going costs would be minimal.

IMPROVE PROCESSES
One team member suggested a re-look at, and re-design of, the application process. According to her, there was always scope to improve a process and this would normally mean job enrichment and substantial time and cost savings. After careful consideration, the following process improvement was suggested:
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1. Customer phones to request application.
2. Clerk takes all the details from client, verifies with SSN on-line and fills out the entire
application to his/her satisfaction in one call.
3. Clerk double-checks the information and obtains a credit tear rating for applicant.
4. Manager reviews the application and accepts or rejects it.
5. Application goes to IT to be loaded on computer and returned to manager.
6. Manager sends application with cover letter to applicant/client.

This option will reduce costs by 62c per transaction. Efficiencies will improve and the customer will experience a faster and more effective process. Implementation will take at least six
months with an implementation cost of $60,000 for on-line services. Running costs will reduce
significantly due to the fact that we will no longer need all the heads in the department.

ELECTRONIC APPLICATION
The team considered this option and felt that the time was right to do something like this. It would mean that each applicant would be directed to the Department’s web site and asked to apply
on-line. This would have the advantage of the team concentrating on sorting out problem issues instead of dealing with day-to-day mundane work.

It will reduce the cost per transaction to 21c. The cost will be approximately $200,000 for the
design and implementation of the web site, but with little or no on-going cost.

With this option we will always have those potential clients that do not want to do this electronically and in such cases they can still deal with a clerk in the company. This will take at least six months to implement with some bugs still to be sorted out in the rest of the year


OUTSOURCE DUPLICATION AND PRINTING (GET FORMS FROM KINKO’S)
The last option the team suggested was to get applicants to purchase their own application forms from Kinko’s and then to submit them for consideration. This would cut the cost per transaction by 40c and free up some time of the application staff. It would definitely cut the processing
time but it is also possible that the clerks would have to spend more time sorting out problems because of the lack of “personal contact”. There would be no implementation costs and the on-going cost per month would also be reduced. This suggestion could be implemented within four months.

The general feeling among the team members was that this was a suggestion that would be most liked by staff because it would reduce the complexity of their work and would not threaten anyone’s job security.



Notes:


COVERCARE RFP FORMS
THE SITUATION
You are the personal assistant to the Director of Public Relations and one of your responsibilities is to evaluate various vendors for supplying goods to your company. During the last two months your section experienced difficulties with the supply of RFP (Request for Proposal) Forms and you are now looking for a new vendor. The existing vendor is always late on agreed order lead times, and it has become a most irritating situation. Your section keeps low stock levels; therefore you normally need the RFP forms as soon as possible after ordering, ideally within a month of ordering. As a result of this policy you endeavor to order small quantities. The grain of the paper being used is also important; the normal grain of 230 gram is acceptable, but you prefer a lower grain if possible.
The blue color in the “CoverCare” logo is very difficult to reproduce and therefore we need to find a vendor that can assure us that they would be able to reproduce this color 100% correctly. You are prepared to give any vendor a chance. Needless to say, this vendor must be able to prove its quality and reputation in the industry. The last and very important requirement is cost
effectiveness and the ability to provide an outstanding service to the type of organization to which you belong.

THE ASSIGNMENT
The scheme application and authorization process is as follows:
1.	Customer phones in to request an application form.
2.	Clerk verifies address and details with Social Security Office. If a problem, the clerk re- verifies all the details with the applicant.
3.	The clerk sends application form with instructions for completion to the applicant.
4.	Applicant completes the form and mails it back to the appropriate office.
5. Senior clerk checks the information and obtains a credit rating (5a).
6. Manager reviews the application and authorizes/rejects it.
7. Application processed by IT to be loaded on the computer system.
8. Application goes back to the manager and the clerk sends it to the applicant with a covering letter of acceptance/rejection.

You are expected to evaluate the various vendors put forward to you, and to make a
recommendation.
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VENDOR INFORMATION AS PRESENTED BY THE VENDORS: DATATEKS PRINTERS
Datateks Printers have already been in the industry for five years and our average growth per
annum is 25%. We have 14 salespeople in the field equipped with a car phone to enable them to respond immediately to your needs. We guarantee that a salesperson will contact you within 12 hours of your enquiry, and always try to visit each and every client at least once a month. We
believe our growth is due to the excellent service provided to our clients. The following is a typical quotation as requested by you:

	
1. Quantities:
	
Prefer orders above 20 000 copies but will accept smaller orders.

	
2. Grain and Cost:
	
Only the 230 gram is provided at competitive prices such as $230-00 per 1 000. Price for the 160 gram is much higher at $500-00 per 1 000.

	
3. Delivery:
	
Three weeks after order placement.

	
4. Color Effectiveness:
	
Normally good, but will be replaced if wrong, at no extra charge.




CONSOLIDATED SYSTEMS
We are involved in various transactions, especially with bigger Agencies like “CoverCare”. You might not be aware of this but we are already doing RFP forms for one of your other departments and they seem to be very happy. We were initially a veteran-owned family business, which has grown into a small company with a few salespeople. Personally I have withdrawn from the field
to manage the company more professionally. Our motto is to provide the clients with what they want, and if we cannot do so, we say so. We are not making regular visits, but we guarantee my immediate personal attention after which we send the salesperson out to finalize the order. The following is our quotation:

	
1. Quantities:
	
We accept any quantity, but prices go up if quantities are reduced.

	
2. Grain and Cost:
	
The following are our prices for average orders: 230 gram = $220-00 per 1 000
190 gram = $260-00 per 1 000
160 gram = $380-00 per 1 000

	
3. Delivery:
	As a result of volumes handled, we provide a four-week delivery period, but
we can fit in specific crisis orders.

	
4. Color Effectiveness:
	
If it is the same blue used by the other department, it should not be a problem.




EASY PRINT
We are a big company with branches in all the major cities of East America. No assignment is too big for us and our clients represent some of the biggest companies and agencies in the country.
Our corporate head office is in Washington DC and our PRO is also situated there to sort out any problems that you might experience. We specialize in large orders, but we will not ignore smaller orders. Once you are an established client, we will do everything possible to visit you on a regular basis. You’ve requested the following:

	
1. Quantities:
	
Any order above 10 000 copies, but smaller orders are acceptable.

	

2. Grain
	

and
	

Cost:
	
5 000 – 10 000
•  230 gram = $210-00 per 1 000
•  190 gram = $250-00 per 1 000
	
10 001 – 20 000
•  230 gram = $180-00 per 1 000
•  190 gram = $200-00 per 1 000

	
3. Delivery:
	As a result of bigger orders being a priority, delivery can only be made
between five to six weeks after the placement of the order.

	
4. Color Effectiveness:
	
At least 90% accuracy guaranteed.



RESULTS PRINTERS
I am flattered that you should consider me as an alternative, but am sure that you were referred to me. As you know, we do not advertise and we are a small private company. My two sons and I believe in personal service, and we always try until we get it right and our client is satisfied.
For us, quality is of paramount importance and this is also the reason for our business growth. We allocate one of our three representatives to your company and she will ensure that we build a long-term relationship. We specialize in smaller companies and provide a wide variety of services. The next is a typical quotation, but we prefer to treat each order individually.



	
1. Quantities:
	
Any

	
2. Grain and Cost:
	
Any grain, and costs vary from R550-00 for 80 gram per 1 000 to R200-00 per 230 gram per 1 000.

	
3. Delivery:
	
Depending on your needs, it could be anything between one and three weeks.

	
4. Color Effectiveness:
	We make proofs until we get what you want.




1 PURPOSE
2LIST STAKEHOLDERS



3CLARIFY SOLUTION REQUIREMENTS
REQUIREMENTS TO FULFILL	PROBLEMS/SYMPTOMS TO REMOVE
































RISKS TO AVOID	RESOURCES AND RESTRICTIONS
 (
S
W
 MAX4™
 
CASE
 STUD
Y 
EXERCISE
)

 (
4
KEY
 
REQUIREMENTS
LIST
 
TH
E
 
KEY
 
REQUIREMENTS
) (
7
 
ACTION
 
PLAN
DEVELOP
 
A
 
SOLUTION
) (
6
 
EVALUAT
E
 
ACTIONS
1
2
3
4
5
6
7
8
9
10
11
) (
S
TEP
) (
S
TEP
) (
S
TEP
) (
S
TEP
)



	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	



 (
5
 
GENERATE
 
ACTIONS
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
)


APPLICATION OPPORTUNITIES
· Selection of software, hardware or any other equipment
· How to find ways to repair code and design challenges
· How to design a new never-seen before solution to a unique problem situation
· How to build hybrid solutions for problem situations
· Highly applicable for Network, Infrastructure, Product Development and Design situations
· Excellent tool for cross-silo collaboration
· Ideal basis for making recommendations
· Useful tool for Continuous Improvement initiatives
· An effective tool for influencing colleagues
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EXAMPLE

LEVEL OF DECISION QUESTIONING
Ask: What is the purpose of this solution? [or]
Why do you want to make this decision?

Suggestions
· Involve and collaborate with all the stakeholders who have a vested interest in this solution-finding situation.
· Get the initial starting point and make it visible, then ask the questions above. Record all their responses.
· Also get the stakeholders to agree on the outcome to be achieved;
· Develop a brand new alternative/solution
· Find an innovative solution
· Develop a new design/solution
· Make an informed choice
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THINKING ON YOUR FEET WHY
· To enable the decision maker to use the skills of SolutionWise informally and under time pressure.
· To enable the decision maker to arrive at the best solution when confronted with a choice.

HOW
1. Identify the purpose of the decision.
Ask:
· What is the purpose of the decision?
2. Identify critical requirements.
Ask:
· What are the three/four most critical requirements?
3. Determine best fit.
Ask:
· Which alternative will satisfy each requirement the best?

RULES
· Do not overload the requirements or alternatives.




	CRITICAL REQUIREMENTS
	TRAIN NEW PERSON
	ANOTHER TRAINED PERSON
	DEVELOP TEMPLATE

	
1.  SHORTEST TIME
	?
	

	


	
2.  MINIMUM COSTS
	x
	?
	


	
3.  ENSURE CORRECTNESS
	

	

	


	
4.  NO WASTE
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THINKING ON YOUR FEET EXCERCISE


	
GUIDELINES FOR USING TOYF
· List Purpose Statement

· List your 3-4 main key requirements
· List your alternatives

· Screen each alternative through the key requirements
· Use the √, X and ? for the
“finding solution” method

· Use a simple scoring (0 to 10) for “making a choice” method
	KEY REQUIREMENTS
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Notes:



HOW WILL I USE THIS IN THE NEXT 30 DAYS?










WHAT PROBLEMS WILL I SOLVE?











WHO DO I NEED TO WORK WITH TO SOLVE THESE PROBLEMS?











WHEN WILL I USE THIS TECHNIQUE BY?
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HOW WILL I USE THIS IN THE NEXT 30 DAYS?










WHAT PROBLEMS WILL I SOLVE?











WHO DO I NEED TO WORK WITH TO SOLVE THESE PROBLEMS?











WHEN WILL I USE THIS TECHNIQUE BY?


Please complete a Max4 process based on one of your current projects.

1 PURPOSE
2LIST STAKEHOLDERS



3CLARIFY SOLUTION REQUIREMENTS
REQUIREMENTS TO FULFILL	PROBLEMS/SYMPTOMS TO REMOVE
































RISKS TO AVOID	RESOURCES AND RESTRICTIONS
 (
HOMEWORK
)
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